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ABSTRACT 



The purpose of this project was to perform an analysis of 
the Rockford Public Library (Illinois) circulation services department and 
provide recommendations leading to customer service improvement, better space 
utilization, and improved departmental work flow. Based on an analysis of 
input from individual interviews with staff, review of departmental policy 
and procedures manuals, and observations from site visits, the authors 
conducted three types of analysis: (1) a work flow analysis; (2) a content 

analysis of interview comments; and (3) observations from multiple site 
visits.- This report presents recommendations and comments related to 
communications, ergonomics, operational/procedural, security, spacial/visual , 
and training. Appendices include a table of tasks done as reported by 
interviewees, the interview questionnaire, and data flow diagrams. (MES) 
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PURPOSE OF THE PROJECT 

To perform an analysis of the Rockford Public Library’s circulation services 
department and provide recommendations leading to customer service 
improvement, better space utilization, and improved departmental work flow. 

BRIEF DESCRIPTION OF PROJECT ACTIVITIES 

Based on an analysis of input from individual interviews with staff, reviewing 
departmental policy and procedures manuals, and observations from site visits 
Dr. Elizabeth Titus and Wallace Grant conducted three types of analysis. 

Work Flow Analysis- The staff that were interviewed were asked to describe what 
tasks they performed. A standard set of questions were asked of all the staff 
interviewed. See Appendix A. This information was used along with information 
from reviewing written departmental documents to create work flow diagrams. See 
Appendix B and Table 1 . The work flow diagrams were reviewed and analyzed. 
Based on this analysis, recommendations were formulated. 

Content Analysis of Interview Comments- The staff that were interviewed were 
asked to make any suggestions, observations, or comments on how to improve 
customer services or their work. A content analysis was done on the comments 
made. Based on this analysis, some recommendations were formulated. See 
RECOMMENDATIONS AND COMMENTS section of this report. 



Observations from multiple site visits- Several site visits were made to observe the 
physical environment in which work tasks were performed, see how traffic flowed 
in the service area, view the existing signage systems, and obtain a spacial 
perspective. Based on observations made from these site visits, some 
recommendations were formulated. See RECOMMENDATIONS AND 
COMMENTS section of this report. 
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TIMETABLE OF ACTIVITIES 



The timetable of activities given below provides you with information on when the 
various activities associated with this study were done. 

December 1998- Dawn M. DiVenti and Dr. Elizabeth Titus met to informally 
discuss the feasibility of conducting a work flow analysis and work space analysis 
of the main library’s circulation services at Rockford Public Library. 

June 1999- Rockford Public Library was awarded an Illinois State Library FY99 
Library Services and Construction Act “Bring an Expert Grant” to improve 
customer services for patrons using its main library’s circulation services. 

July 1999- Dawn DiVenti, Dr. Elizabeth Titus, and Wallace Grant met to discuss 
information requirements, scheduling of interviews, timetables, etc. associated with 
doing a work flow analysis of the main library’s circulation services. 

September 14, 1999- An overview of the process of doing a work flow analysis and 
individual interviews was presented by Dr. Elizabeth Titus and Wallace Grant to 
the main library’s circulation services staff. 

September 30, 1999- Dr. Elizabeth Titus and Wallace Grant conducted interviews 
with 1 8 members of the circulation services staff. 
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October-November- An analysis of data from interviews with staff, document on 
circulation services operations, observations during site visits etc. was done to 
produce work flow diagrams, charts, and make recommendations on ways to 
improve work flow, reduce redundancies, and improve customer services. 

Based on the above analysis, a written report and an oral presentation of 
recommendations and findings was made to Joel Rosenfeld, Director and Dawn M. 
DiVenti, Circulation Services Manager. 



RECOMMENDATIONS AND COMMENTS 

COMMUNICA TIONS 

1 . Develop a communication mechanism which permits more timely exchange of 
information that is needed by staff to do their jobs. 

Comments: There are a number of existing mechanisms in place which 
allow staff to exchange information including monthly staff meetings and 
routinely scheduled quality circle meetings. However, these modes of 
communication with staff are not timely for purposes of communicating 
when changes are occurring rapidly. Word of mouth is used, but verbal 
communications do not always reach all staff, especially when staff 
schedules vary greatly. Some suggested ways to strengthen staff 
communication channels include the following: 

a. Designate an individual as the “information officer”. This is the 
individual who should be contacted and kept informed. All staff would 
be instructed to contact this individual for information. 

b. Keep a daily log book at the service desk. Staff can write down 
information that needs to be communicated to other staff. All staff 
would be responsible for checking the log book as part of their daily 



routine. 



c. Decide collectively as a group how information organizationally 
would be shared with the group and then establish your expectations 
for staff in using the agreed upon information channels. For example, 
if E-mail is the way information is to be distributed, then all staff 
would be expected to check their E-mail on a regular basis. 

d. Post time sensitive information in a central location, rather than 
routing it. 

ERGONOMICS 

1. Consider purchasing new chairs for staff who work at the circulation services 
counters. 

Comments: Staff work at the counter areas for long periods of time. They 
need chairs which are comfortable for sitting long periods time, as well as 
being ergonomically correct. 



6 




11 



OPERA TIONAL/PROCEDURAL 



1. Instead of having the patron go to the proper circulation point for service, have 
the services come to the patron at a single point. Provide “one stop full service”. 

Comments: If you do an analysis of the tasks done as reported by 
interviewees, many of the staff are trained in check-in, check-out, 
registration, av, and customer service. See Table 1. This is because they 
either are assigned to one or more of the areas as a primary assignment or 
as a back-up. In effect, they already are familiar with procedures for multiple 
service points. In order to make this transition, changes in the way services 
are provided would have to be done and include the following: 

a. Staff assigned to provide circulation services would have to be 
trained to provide full service to the patrons they serve. Rather than 
directing patrons to other service areas, they would retrieve av 
materials, instruct patrons on how to fill out a registration form, issue 
cards, retrieve items for patrons requested from other libraries, etc. 

b. Similar to banks, stores, etc. patrons would be directed to a 
circulation terminal site for full service. It might be desirable to have 
one terminal site designated as a fast check-out site. In terms of long 
term planning, the installation of a self-checkout terminal may enhance 
existing services and improve customer services. 
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2. Consolidate reserves, holds, and interlibrary loans items waiting to be picked up 
into one area. Arrange the items waiting to be picked up by the patron’s last name. 

Comments: With a centralized pick-up point, the patron only has to indicate 
that they have been notified items they requested have come in. They do not 
need to know whether it is a reserve, hold, or interlibrary loan. For staff, 
locating items to be picked up will be more efficient, if centralized and 
arranged by the requestor’s name. 

3 a. For the short term, change the manual application forms maintenance 
procedures to reduce the amount of time required to purge expired cards. File first 
by card expiration date and then numerically by card number within each expiration 
date grouping. 

Comments: By filing by card expiration date, you would eliminate the need 
for staff to search through large sets of files on an ongoing basis. 

3b. For the long term, investigate whether or not your new circulation system will 
permit you to entirely automate the task of purging records based upon an 
expiration date field. 

Comments: Automating this function would be efficient and significantly 
reduce the amount of staff time needed to perform this task. 
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4. Change address verification procedure. 



Comments: Simplify the procedure. Just routinely ask patrons when 
checking out materials if their address is current and correct. Update records 
electronically as needed. State law requires that addresses be verified no less 
than every third year. Since the above procedure would be done on an 
ongoing basis, the library would be in compliance with the state law. This 
procedure would eliminate the need to handle paper files. 

5. Centralize all circulation’s information delivery functions (ILL, NILSCAT, 
HOLDS, and RESERVES). Have a limited number of staff process/handle all 
information delivery requests regardless of the provider source (internal or 
external). 

Comments: Information delivery service functions tend to be detail oriented 
and require a fairly high level of training in order to be proficient. There is 
too much fragmentation the way the current information delivery services are 
structured. Information delivery services needs to be simplified and made 
more user friendly. All these functions (ILL, NILSCAT, HOLDS, and 
RESERVES) are interrelated. Via centralization of information delivery 
functions, the patrons needs can better be met. If one information delivery 
avenue does not work out, other information delivery avenues can be tried 
automatically. 
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6. Stop issuing library cards with photos on them. Issue library cards without 
photos on them. 

Comments: To issue library cards with photos on them is costly and labor 
intensive. The library has to purchase special equipment (computers and 
photo equipment) for all the libraries. Patron information has to be entered 
into two computer systems. Substantial savings in equipment and human 
resources could be made by issuing library cards without photos. It is 
suggested that the benefits of having library cards with photos on them does 
not offset the substantial costs associated with having them. Patrons would 
also benefit by changing to a simpler, less costly system. Costs and the time 
required for new card processing or card replacement would be reduced. 

7. Make it more convenient for patrons to pay fines or fees when they exceed a 
certain amount. 

Comments: Allow patrons to pay fines or fees using a debit card or visa card 
when fines or fees exceed an operatically “cost effective” amount, e.g. over 
$10.00. A debit card system would contribute to reducing the amount of 
money being handled. 
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8. Simplify and automate scheduling procedures. 

Comments: Instead of having four people do scheduling, only have one 
person do all scheduling. Replace the DOS-based software being used with 
software that has more sophisticated scheduling features. Consider having 
quarterly schedules rather than monthly. 



SECURITY 

1. Eliminate the cash register located on the main circulation counter. 

Comments: By having only one cash register, you can reduce the amount of 
time spent opening/closing registers, cash accounting, and actual handling of 
cash by 50%. Potential for “snatch and grab” theft of cash is substantially 
reduced. 

SPA CIAL/VIS UAL 

1 . Increase the amount of open counter space in circulation services by installing a 
literature rack in a single location where brochures, program announcements, etc. 
can be placed. Discontinue having brochures, program announcements, etc. 
distributed from the counter areas in circulation services. 
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Comments: Currently, brochures, program announcements, etc. for 
dissemination to the public are put on the circulation services counter tops. 
Two problems occur. First, the service desk becomes cluttered. Second, less 
counter top space is available for patrons being serviced. By having a central 
location for literature, brochures, etc. at least three improvements are made 
which are as follows: 

a. Eliminates desktop clutter at the circulation department’s service 
desks. 

b. Regains counter top space for use by patrons being serviced. 

c. Creates a centralized and specific location for the dissemination and 
finding printed information on library programs, services, etc. If 

a patron wants printed information, they know where to find it. 

2. Change work flow patterns for book return processing tasks during “high return” 
times to reduce cart gridlock and work area congestion. 

Comments: Normally, libraries provide shelving sorting space and purchase 
book carts to meet normal work flow demands. To prevent cart gridlock and 
work area congestion you may need to establish different work flow patterns 
during high book return cycles. Some recommended approaches include the 
following: 

a. Identify when the library is in a “high return” time period. All units doing 
shelving would be expected to get books shelved and carts returned to the 
circulation department faster. In effect, it would be a library wide priority. 



b. During “high return” time periods, make getting books discharged and 
back on the shelves one of the highest circulation department’s priorities. 
Everyone does it until the backlog is caught up. 

c. Look at your scheduling patterns. It may be more efficient to do book 
discharging earlier/later in the day when the system is not a peak load time. 
If those doing book discharging are working “normal” schedules, you may 
want to rethink when they work. 

3 . Reduce the number of audiovisual materials that are kept in a controlled 
circulation environment to achieve greater space and collection management 
efficiencies. 

Comments: The behind the circulation storage space for the audiovisual 
collections is overcrowded and decentralized. This creates work flow 
problems. Instead of storing all AV materials behind the circulation desk, 
store only those that have circulated within a specified time frame. If an item 
has not circulated within this determined time period e.g. 6 months, it would 
be housed in the library’s storage area and retrieved on request. When 
the item circulates it is relocated to the behind the desk area. 

4. Unclutter the main entrance and approach to the circulation service desk area to 
simplify and reduce the number of visual messages being transmitted to patrons. 
The following changes are recommended: 
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a. “De-sign” the area. There are too many overhead signs in the area. 
Behaviorally, when there are too many signs, people tend to ignore 
them. It is too confusing. 

b. Open up the main entrance, the main elevator area, and the front 
circulation service desk area by removing all the book carts, book 
displays and pedestals/ropes. Do not impede traffic flow by having 
physical barriers in the way. 



TRAINING 

1 . Provide in-depth training to staff which focuses on ways to improve how they 
relate to patrons. 

Comments: Interview feedback indicated staff would like to further develop 
their skills in talking with patrons, dealing with angry patrons, and being 
more caring/helpful to patrons. 
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OTHER 



Below is a listing of issues identified during the interview process that were not 
incorporated into the recommendations above, but are noted for your review and 
consideration. 

1. Concern that the number of items an individual is permitted to check out (50 
items) is too much. 

2. Concern that there is a way to “beat the system” when high dollar amounts for 
overdue fines build up on a card. For example, an adult builds up large overdue 
fines on their card and then asks another family member to use their card to check 
out books for them. 

3. Concern that the building is not adequately maintained. Public areas need to be 
cleaned more routinely. 

4. Make things easier to find. Have specific places for things and then keep things 
in place. 

5. Do not have empty shelves. If they are empty, they should be used or removed. 



Table 1 
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Appendix A 
Interview Questionaire 



Position title: 
Task: 



Input source: 



What is done to input: 



Output to: 



Recommended improvements: 



Appendix B 
Data Flow Diagrams 



These data flow diagrams develop the logical foundations of a system and describe the process of 
a particular function and to illustrate the flow of data between functions. 

Data Flow Diagram Index 
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